DiK'ument obtiiini'd by Dou"Iuk Valentine <\^nA^w.diiugJasvulf nrine.com> 
Scanned and pitsteii by 'I'be Memory Hole <www.Hiememory'h«le.org> 



\l»re infnrmurion at <ww\v.thentemoryhole.arg/phoenix/> 



i 



( 

0 



i 



T'?iy nc 7 



:temoi 7 a;idum fdrj 
VIA : 

T’EOM ; 

SLrBJT-Ct : 



Amb&jjBndor n. W, Koncr 
AlJ/RllW 

ftSlson H* Brlekhapi 
PerDonal Obgc^rvAtlons 



herewith In an Inf&rnial [r.errorenduin tlu^^m^lz±ntr 
my personal obaervatlcns, after twenty m<,nths In .™ry 
csonaerninK the requirements of tjur eltu^itlon vi^h, ' 
reiiectfl a manaRetnent phlloaophy aa nell 
our main problems, and is ffigniricent 

the analysle, rationale^ and more tJetaHed deV’£lDnrr-(^ni- er 

behind the oz-ffianlzatlon propcbalh rph«>tly 



iri VlfttFiain, xt 
as h dia cusn 1 on of' 
c^nly as It contdns 



J 



REOUinJC’.IENTS QJ A r t?Y3 TC ‘ 
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^ A*, 'rhfl TUfirtn^-jHiPLit, fly ten >iUE?it fur df’Vdr.ijH'a^nt 

a,od rflTteikr af basic atriLtoey (of pacif lent j.crij and Itjr r'^v^cn 
and/or laodif Icntioa of etratoEiy pn^j^rami!! co-rro^^iJondiinf to 

fuiulane*rital changes In tbe gltuntion or to neiT oprortunitln 
and requir«mante . 

Jfj, 'rhe System miEit Rddress Itsslf to thn rndlcnl improve- 
msnt of basic porformtnes In n mitnboir of programSj n.in)i it siust 
address itself to acblevemeot and preservation of coordlnatioTi 
and Integration of proErans and efforts* 

C. Tho maiinecnoilt syfiteqi raust bo tloaifinpd nroilnd n lilt;;iily 
dscO'UtraLix^d coenuArLd system^ ^hlch foca-L oommand point t£ector/ 
Province) nniat coord in ato and manage hlgbly diverse and tccbnl- 
cally speclallRsd proSTfims* lloiTever, th,ls is dons In a Berios 
{44) of largely ropotltlve Bltuatlons* 

D* Tho systeai must therefore iirovide clear del'lnltton 
and corammlcation of goalEj it must bo sonsltive to pro(3jros:fl 
tofl^erdE tbosfl gnals and to dev 1 at ions from progrpms and reenlTod 
levels of performaace , And it must be responsive to control, 
rodlroctlon and corrective action for correction of Iflndcqtmte 
pcrformaftCB nod coordination, and corresponding to ctinTiglitg 
situntlDQS nnd to problisoiQ,, 

A* Basl c_ ^ at lQB.P-l 5 ^ a Is a nd S_tratopj_ of I' ac if i cati on^ 

Basic coals and pacification otratepy, no v"K a'^ pro- 
gram ronu lx omenta In term» of this strntep:y, ere nmi'ly enti ede- 
quatoly aot font in u. series of docufients, notably tin ''Lein 
Report, the Itoles and MiBslons Study t.^oup ileport, planning 
documeEits Issued ia November 19£S for the IB) 1PC7 ilr.nnlng 
Conf orencos, and the 19S7 CanpalpTi Tlan, 

I^ogr arafl of the oevcral agondos ere r>^npo«elvc to and 
In accordance with tho basic Etmteg^ * A number of these 
protcronfl were developed, and in existence pTlor to tbo rtraftlnp 
of the above basic doemnouts, and ag n matter of fact, were 
contributlve to thelx prep ar nt Ion ^ 

Iho bflslc proammSj, cfipaeiftlly in tho Ifitelligcnco and 
action areafl, have nil demoniitrn ted their nmefitliteSo ere' 
soundness and do not require modif ientien* '.llicy do roquirc 
coordination, integration, Inprovement rnd Inten^if ication, 

Theso arc rannnponcnt nnd operntlng prcbluMan (an o-|TOf 3 ied to 
plnanlrtg nod fttrrtegy prohlomnL 



TlMt bnslc fftmtofiy nurt ^irc 

tmd spujid dims tiot (Uffruo ni^nlnst tho Ipct 



cfiE and should ha tsado^ itfs wb 
problema fimargo^ 



both cpnt[’i chpnrtiifr? 
liSint, Roit^f 



ncrr f firta j or an ncTV 



For cKampl*, th$ro Is top little rpalizatioa of the imr^r± 
raiJAtory oporations on the ' lafrni^fcrwntiTT^* 
and on tho fiuorriUft wiur. lX»ciuitofitn captured ear liar this 

insight in this facet of til- war 
and de^aetrnted algniJlcnnt degradation of th« VC lnfr?5trii--' 

capability, th^ loss of support 

bR^lots an incre^islngly difficult food sltu^ 
ation, etc, 'mcro hav*q boon only two ComprohoasAvp nToiJv^^fl 
of those tromis (one i'<lACV and onft CSA), rrif.l thalr obvlfios 
lessona in terras of military orf't'ntlon;;, mllltn.Ty/eiirii of.~rn-* 
tlons, nsv re^Eftlrencntn for attach on liifmatructuro hnve nnt 

been ^aTn, or ineorrorated into pacification ntrate^, exc-P^ 
la a pipcameal fpLehinn t ,.i , 



or, v;Ji 11 p 



as to oute^trlp nil 

onts !:ftndi.ng ^isapfi'le of 



Llhcfflsrj, now probloms havo boon rccopnirsd 
foreBoon, have raushrooiited to hucIi an oKt^nt 
capabilities for handling: them j 

^□1*1, of 7C aftsr thor OTo o:,rt,.xo.i 
Tho^nr i® a run on n treSuSlirTn lone oo oxlotlip nn.) t-MIlT' 
Inndoqiinto rxocens nnd tntllltlofl for itotoiitlon niiS nr.„|r„t, J 
sntloii of eniitin-sd VC rennln utichnneoil. 1 Mb to <,i->nolo 
*oiutl'^™ hlRhont 1-vol nttnntlnr. niH 



\ 



Of 






New opportunities, new InalghtG md now prabl'^Tvn nip'll a'. 

baulq ratrntopiy nml bn-jlc pror^n^as, rMPd ^uy 
geneial jfaJ2iflcatlou ' mufst be enabled tn recognlr-e 

and respond to suEh oppartunlties, InslgtitB and prchlcmPi,' 

S 4 Coordination nnd Per f orms nc o » 



■Hie laaln jiroblepi in Vletnara is ono of 
Coordination of the vnrlQus 
If any of the progrfunr^ are 
^ith fall ef foetlTcness 
then we 



co ncert a . ... . _ 

Rvoly brlof time periods 



imp ienen tat loi> j* u f 1 
proErams, civil and milltf^ry* P^^tt 
new. If each proEr?!n Is iwrlera'-nted 
, anti If all of thorn, pull in. 

cotild expect ouito striding advana-s in r*>1T" 



I’ll* first liece^ 



^ croordlofttion and Integra tiori. In 

^ovinco on the Jteerican sldej untU we r.chievo that. Ifc 
aiXilcuit to talt cooperation and iatrgr:i.tlt>n rjTi the 
Bide. iTils need for Amorlcnn coorcllnatlon 
tlvoncsa of all eleraontn of tho 
boon constant rpTrnlii. in various 
bach to ims (fold earlier J. 
nude la the effort to create 
ache 



X 



PTid Improimd 

Atnnrirnn fVovincr Tcni’i lir's 
reports and ip cm nr a nd p fjo i n *5 
Various e?:c‘erii’ientr hn.vo been 



coordinated 't’ovinoo 'T'". 



T'^rT^ 



!* blit they have, by and largo, not sTJcceertod, h"Wf' 



Fiucoer&dci*:^ In otio f>r rt 1 *'tt tsri'i rTl.rnc^tur#' 

tail Mhde oomo proiJTess in eertaln nr&fiM but It hm tern 
dleappalntiogly slow. 

nieTe hne bs&n highly varying par form Jincc^, or nrogrPTs 
olfoctlTflnoas, of th® vnrloun ngemcien. This contd bo 
lH^trntod dor on wAyo, Tha t-'fov Incon havt* tiot 

□■oen ndoq V4iii9ly ataCfO'd, nor in junny ca'iee tnn It be er\ld 
tho people Involved httvo been doing thlkr Jobe. ^ Rcft!ip:eo 

nt ft district towiif biot-«e bugfc of ric& off 
hie tiollcDptor find tlion dlBnppoflre, A PTF Ctj^pany lig glvati 
nn occifLsiodal vlnlt by n Po-CJiHod ndvlfior, A rublloo FhJoty'v 
mim 1 b guppoaod to net up n detention cninp: be frrlvert nt 

bistrlct beadquarterii In tbe eompany of a reglonjil. ^'Crj atriff 
of fleer, looha around for fifteen mimitos and di'^rrpeE^-rg . 

nerarto h* seen agiln, pjid tho U,S, I>ivlsloTi ban tn *iot vr 
and mnn the camp for him* ARVTi nnd Sector xflll havo nothlac 
but eofitorapt Jor iVsllco Ititrl licence » Cortnlti oUlij^irFi nf 
BOHio agencies spend as ranch time In Snieori^ or at lennt out 
of E>rovtnca, na poaelblo; many of them don't burfeo out of 

ccpltals Into the IHsstriets and villa [toes. A 
MAC7 Senior Advisor will ceaeor rpportfl so to pr<^ufnit a 
rosy pictitre (if ARVN wna tn good j*u be opjr It Is, Bhoutd” 
n't hnve n »mr)» One olntiont of OUu will producr n major 
staff study without coordlnstlafl or r^ferebco tn i:]ie lino unit 
concerned, vblch study mj bo rndlealij Incorrect, n»ny 

officers, of all a^encica, betray nn abysraal Ignorance of 
pro[trBB'i of their colloagura, rroE^orasr Thlch th^y nun nn'icd 

to be supporting, or from which they could pnlT) ounpi.'Tt 
their own operatlona, 

Ibore are the numevots rr'tvft wrt>-yi - j^aing '.fu, lin^ 
person pushes one program, j?hlcli may be in rf'diaal coijfiit't 
with progTUias pushed by other n, either in hiq o^u a^vucy -r 
In. another atroncy , A combat tnttt rapy iRiUrrc tnfrnntnif't'iirr* ’ 
and GO nround looking for big mnln force encTity whl^i th-'v 
novor or rnroly find, (This is tho "IV Oorr^^ Syndrono but 
Am er lean imits have been iLnown to do the ) iVovlnco 

Chief E, and Sector will force T'olittj to Ignore iofrnntruf'tvT'® 
tuid CDBceutTftte exclusively on rallltpri- OD Plphtlapn, Co-ibat 
units both ARVN nnd Amorlcnn, will epernto In J^nvlnaeo rlth Jio 
reference to tJoctor, and therefore with no rofer''nce to or 
oaploltatlon of locally held tactical Int^ IH ecdc'^ n^d of 
course, without taking advantage of potential local arTieiiTTcc?, 
Higher coamaDd letels will evacuate Iraportnnt rTtsonorrr bnlnro* 
local exploitation, cjjpocinlly of lufraBtructiir^ ' inforirnt ion 
can bn rfoTio, J^nch Corps (heglon) nntl each I'rovler'p {lovel'^ptj * 
Itn own ^■war lor^y^ p->tycholoBy , frolng off in it?= tiwn dlr'---tion 
not neceaaarlly In aceordancs with b^Eilc proi^rar^ nnd 



ITierij m'« numoi?cnis erhVf IVov inert nnd 

’Bflll tnJ-Si4@e l*JFtl> unltBj cnmnlttlDg thiGia tt> (^r tt> 

conventional rallitary use In a conventional lafitilim, T>ie t'bllce. 
Had Police Special Rrnuciv i^rlli notj er.co|Jt In a icp.v nicu^,tlQnra, 
be Incorporated into W5 plunnlnE^ ro that they hto iinnble tg 
progrpufl h^iLlni^t rflc^ulreroontfi. OCO rvovlnco itepn nml fioctor 
Advisors will "forget " to get Inputs from fij'winl itt^nncb iVWlPorH 
for tho Special Joint RoportH* 

C* Deegntral ls ed Dg cls ion jLakini; , 

It Is totally unlonulble to ojicrclrtn tnctlcnl c^nntrol ol 
I^ovlnce and pncrlf lentloB epcrntlonn, evon \ 7 lth a cnflLpleto 
real tin* comumn lent Ions Hysttain» Tfiie Implies tnctlcal control 
decentrnllnntlon to Corps (Ifeslon) and Sector C^Vovlnce) in 
accordance \ritli ortliotloji military nnd civil orfianlj’^ntionnl 
command lines* 

ibis plncea a hi|:^h premium on the iudividitnl orlontntlon, 
Initiative and ag.gre salve ness, in the firet Instance, of ^Tactor 
CProvlnee? peraonnal. 

With C^ueh far-llung: dacentralls-ntlot), hoT^everj and 
nliKlnff {a) tho tradltldnal isroHitnosscs^ of IrrodlticuMl Information 
syeitoHkB, Cb) the diverse and ceittrlpf^tal teiulcncloB and pt'OflSUT'CB, 
(c) the caceaaity fcK* blending togcttior el wide rntige of dAvE>rf!e 
technical specialties, (d) the necessities to monitor pToinnross, 
Identify problons nnd initiate corrective action, and (e) the 
need In its om rlEht for large allto^mth ot varioua liypen nf 
Inrornntlon, the ricccr3»ity for dotntloti cftMlrat n.n(i 

a high degree of program control at Saigon level hocom^o 
cvidi^ntf 

D * Reports and IfLfor fnatio n_ s toTns^ 

''itodorn corporate est'eriei^ce huss dcmi>Dr:tratoti that imnago- 
meht of Large and dlyorso onterprlsefl roculros v viido r?eg;e of 
facts to arrive nt good decisions. Accordingly, the bonoXttq 
of a comprehonFlve reporting systoin ftra mnny. It aide dccou” 
trnllisfttlon without lohfi of control and nviven vev* timn 

by locntlniE nuci antlclpatlcff problo^'^i thud rnaijliin;; thcfi to 
Concentrate more on findloe aalutl'm^ nud pr even ting ndvernp) 
Ofl&cta, It also Spreads senree executive talent over a larfjor 
□umber of critlc&l areas , ‘ 

Centrally gned and control Id rnportSar ntnl i'ntf"X’'nntlon 

siyetoms ore therefore becaviirig more and m-iTfi pinniiirtni in 
nannageiaoat liter atoro. Tlilfi ti'STfd t'Trarda centfr>. LLv.pd -lee ^ 
and processiiiE haa been given cuornoivi ImjiEetuT hy the 
of various autoraated data processing sysL$nr^, Trhig]! ji^vo a 



e^Fsitded capTicity for storing, e^nlnilrtHp ^, 1,1 r-r=r-j- 
QJClus iPfonDntloii, nt Tt erontly Incrcnflcrt I’rocon^inf^ 



Autowntle dntn procenfilns patoiitlal (^^e^Lt;!y nm^lr!-n 
tiMroMesj HubstELntl Vft raT^ iikfomatff.iti rt a 

ITocosslUff point. Tills proooaa is utid.f'rippr Id brif-h 
RiibfltanUFS traditional jiilltary inteUl^enos collitlon fmV- 
tioas and also In th^ Infmoturcture aron, at thg- CICV 
tie data j^ofloiTHlne crater. llioraXoro, ifUUo I'TMloii-Miy tl*oro 
jan no subF3timtiv& requlr ament tor raw inforn^tJoa tr-iisnitt^d 

j otJaer tlian maimeonent spot oheckinri purpo-^n) 
n&w there ie, i..i/^ 



dealp of ttio mnarteoTBont report Itip mid Inlr^rnijitleti 
cruelnl. itila io true not only U tormri of Irilor-nt^tton 
tlQtt ulJwnrtlfl but also In teiae of tlio focdbaeH; to ocTinlons 
the ayetom and to ths Province opera ‘ 






Hie reporting eyetea rahould be: 



^l^oel^od to ' Bilcit the kind oi p^>^for^n^nflo 
by identify in E arofts that top oorrmand believes furo'of 
priority importanea and that ?ro subject to coutiniTlnr 
scrutiny, ^ desiKnocl as to focus T'^'??noi)3ibiliti-^o 
and induce self-initiated cor-roctlve rotton, 

^ -Doflltrtind to tiervo Tmlltlplo purpooM^-l.o j?cfurvlon 
roqulreaentrt of Severn 1 ormngeineflt cclmlons 
tanaou9lyg so as to reduce the miinljor of disparate 
probably unceordlimted reaulrert-nts' ' 

^ ^ orlElilatliig; In vhriouo echelons, I^ci'orts cypt^vt 

duaipm (T^uat bo rcallntlo nnd not 
violation of which dofl troys oltlier th" rep'^rtfii" 
fiyfitoEB the offlcorp^ effqetiveneen or betli, "a 
rapidly rising nipjElnal cost of lnfnxTT^''t±yi5 Tim.ot Hp 
kept iB alnd. 



-Deigned no a# to surface^ dJLroctly or inriirectly 
Iccy prohlcTU areas roqnlrlng top mnnnECwojit nttotitlrW 
Mla«ntlerstaiidlajrE_, rnilcDordlnatJon , et cetera, 

"Deel^nii so as to elicit certain key f^.ct3 r^-latlve 
to and reflective of an officer 'u I'crforr'inace, which 
Way froTO frreunds for cither corrc’Ctivo w roc'oiivli'- 
Inter dlBclpiinory action. 



03A reiJortluR syrst-a flrn? ^m rcr'^Iv TitTi 

tnade^^^ "III® fr^UoTini^ d<-c±sioph wr-jt-e 

r^- 

a, It#JJontbly porltidlc rftp-si<t. TIaIt? rPn>rc 

in Titii Ldifttaon f.Jcsfrvlco r<S'linT--tJ.iaf! fycloa, A in-^iitK i ?5 
short oncjiigli tifno to jJennlt ainHiilngf ul fBodb^.^^k nrul 
corrective action^ in lor^ enough^ time tt^ hnve ptiffl- 
eiont activity and Bcco7]pll^^hm“nt3 to IdcIuHo, r\nd l.n 
not so long: n poriod oJ tlnso ns to hc*vr too mucli to 
roport* ■ — “’-■ 

b. The report comblRora niu-rntivs nnfl sitatlfstiGrl 
raporting^i This Toport If? a compjf -chcii^ive oro 
reflecting recurring roqulre»rjents frrn ^r^ihirFton 
xront SBtppfl nnd from Rofjlotin* tt coTinlfirtea hotb 
objective and fiTcturi.!, nnd snhjnctlve ror'^rtlnf;. 

The repert refine ta activities und^rsten^ilrrj 
and thinking and siting ability. It lie deaifTroS'-^ 
n projective terat so to spoaV, Tfie mlti.tively 
lew off leers who (n> porfoi-Tn ponrly bet tfrite ttcII 
or (b) perform well but write pf'orly fro rather ' 
oasllj and rw.p Idly discovntnd anti tdentifl*?d, " 

d. TJie report fecu^rsca on basic froErr^m rorfcivtrrrc-^ 
nnd cm key areas of inatmgemcnt Import a neo ^nd Interest, 

report Inclndwt items nurl ntatlntlonl rci‘orttng 
vhlchp correlated with other lactorCp yloH gvsd ' 

as to progr?,n iTOErea^, nr? to of fin ere pcrlnrmanoiA 
well as to performnnes^ and innctlnniof; of rolatsd 
^y'^tcuan- -first -echelon supervision, for CA;*t'mplf' "nd 
Jinericnn tsfjn coopM'nt Ion, ' 

f. Tlip report provides r. factual nnd ptibjrctiv^' b^oia 
for evaluation and tnvestlgntion. 

In Addition to the ftlA cir'mthly ■nanafonont voi'ort there 
Bjriji n variety of other reports required ' nf rdilch 

however asro prernrod by tbo hlalaon rervico) and ai'e cMbsilttsd 
as atticluaeuta to the basic monthly report, «>f 
Imnortanco are tbo so-called npot rai'^iJCta wldch foi'm the 
basis for bi~weeh:ly reports to Washington and fcptTPac!: 
dlapsmi nation to rtovibce, 'tills latt^sr Jrnturo- -pufhHi^Tf i ^jp, 
and leedbaok to Resioii and rt-ovincCj 1;^ cxcortJ ■■n'^ily lm>"sr 
tant^ bocftutso It rofl<?ctn nnti recognlF'es th^ Irouineo Ifflcnt-'n 
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<jem nctlvlticB, it to Lira hifl wUfit oth^r rc?rl» dulnf’a, 

ltlontl£l4S to bttt. iiaportnnt (and ropoT aKt^vitlr^n^ nnri 
ijiduc^E a campetitiTc and spirit. 

There fti'e o( courrao ctnny mare Ir.aotfl ta the n^avtill 
rtovlncD roportluB ffceblnut tsmn are eneapin assert by the 
roportlnff syston. fSO'Ctor ht-fl Its drily, 

and otherwise} AID and JTJE5FA0 havo theLrs, wlilch haeo br^en 
partlall'y tut a grated in the OCO modi fic at Ion of th.s Pt>eciiil 
Joint Report (ntos ttily ) * 

Tho inodlflcrtlonn mrrJn by OCO In the rpan'lnl Joint 
Report Trero not ttwj holpfnl, find ns a mnlter of fnet, trtrr 
a step bftebwJirdB+ Tho iH&tIous SJIi n report requiring 
Input froa nil n&endles, md. enrarled fil^etures all 
agencies, reducing opportunity lor rl^intod and rtlntoxtod 
reporting, OCD roduord the ntgnntorlen to tt/o, the f>0(J 
rrovlnco Reiirosoatativo and thus nonlor ?3 ogI;ot Adrlnor* Thr 
net effect hna l^en that In ft nuiaber o£ Inrst.r^ntoT, an tnrnt 
ie no longer rot} ues tod of the i , no|r rcrlinpf:; n^>y 

htj or&Ti sea the report. This means th?t his prcrtr'ins pre 
reported find coraaeTited upon by coneone nho T:noro relJ'tlTely 
little Bhout than, nor cloi?n tntr officer hnow ! ft 

Oftld, Tho soeond (fiilt of the pew Ot>> ronort Itn |’x e » 
occupation, ih huo'^roUln Ptntlfltlt^Rl i't^pi^ndicm , itHh l.rlyift, 
lliis is a carryover o£ tha USAID plaTmlng and prarTi^nnln;; 
system* 

y' thi''5 Ejr^ve prohlctn wliloh n mRTTi'n:'^"«''nfc Tf'r-f>r t 'tip nynt’^ 

itiu‘=?t ftddreSB Is t!ti t of distortion rind eovor '.i.liln 

has beoii doscribod by one officer no , . ii'io 

whole cTirretit syaten of repartlnp £ 3 tntinr Jcf’ that frm'^ 
either to Con^esis nv to tho fiworler'u pui:?lie or t!io 
PrealdPTit that Eucnoaalvc ^tonerR tioTn ef Ar'f’rif-ti' r>ff irH-Ti^ 
in Vlrtnarti nro wof'' iguccrissiul than I heir i'T"’dorcrt!^'^i;o - 
thcao thinga are Jiint getting in the «fy Of no K' Inf; bho 
problem , , * * then you have a of Ar?arteri"n in tlto 

field, ths majority of vboa soryo a ono-yfifr tour* T^iry 

/ go througli tbo hoocymoon pho«^o in which thf'y try to sc'~ 

J every thiftiff ffOod about their cmintf'rrrxt end f: th-^ 

flituntlon ftnd rei>ort it 'ii^on th*y [to ITirc^^cIi n per- 

iod of dlsillus Ictunou in sliicti they xrnll-e the f: ))othl’''g 
has b^op acconpliohed, but by thlB ti-t^* tli^y hf*vr 
the victims of the Jr own p?.st rraports rnd they h'^Tc tn 
laalntain the fiction* Ultimatoly they iy:i' out cl therr 
very dlBCQurngod nad ITObably very mthr.npy th-Jr ^“n 

por f orftfttico boonuao nbout tho time tb'iy be home 
able eatjuuh to repilly do sooo thing th^y arc on th'tr vr’^y 
home and have no desire to hurt their norii dor'll 

career. 



Ill tuldltion ninttfiperaant rtynt'^rii (hnniiTlf?!! 

differently by different PEanfilfis J * ftre nun'^rijisn nuh- 

stantiv^ PUb-eyfito^aa norw In eslKtcncr? ir Vl«tnrr:a. roller 
Ep&ttail Qfaiich collection and procesKlnr^ ft± lnf■o■rcn^^.ti□n in 
t^no auch aTjJj-eystctn* Th^ PIC f^yRtem Is a R^erartito but 
TDlatod (5Tib-ayBt<Mn* 'there Are various lallltr^ry letelll- 
ffonoe ffub-nysteBiLa« 11m mllltnt-y and OSW. ln.frn 3 trw.ture 
PUb-Byatems nre Eradufllly being bronEbt toE^>ther, bnt 
t&cticfil intolllffsDcQ Eub-syatcma nro poorly inteforntec?, 
^^l30l3eT exploitation BUb-systajsi^ haye boon ]^oorly 
ted f hopefully now resolTed}, Ko cffentivo attack JmFi iet \ 
for ac anurlne Imrta^ on Mid rtoKTndfl.tl^ of YC \ 
^n^rirn tf uctigg , lue ^^hl!eul Hoi eTtni^tatToBi an3 report.lrp ' 
aub-syntemfilea'i^ep much to be doBlrmV, tirformation foedbae:h W 
to Ek-w±nee of captured docnnonts nnd prisnner c::rliritat±on ^ 
by OSA is wall estataliabed, but In a ]^oblora ^rhlch bna only 
rocsntly been sdldreRfied by flACV, 

Some of these nub-syatflina arc eli^firly and obvlomlv 
autonffinona and ±nta(irrhl. Others howeyov, Hfiould .Uist ah 
elsEtrly and obviously be closely relntod e.!i;i:l Ints^ntcd 
vhlcb they are not* Others yet ehould e?;i 3 t r.iifl don’t/ 

Compteraontnry to n lamiftitoDiont lnfomir.tlon ryn1;o*ip, 
there nust bo a tan mannpeneat liivefStlgnitlve or InspooHon 
fUdCtlon, This function nust be empo^rerod: to conduct or 
direct routine and special invest igat tons ?nd rr?vif>w 3 both 
nnnomced and nnanncimcrd. It munt be trtptTTjfjrcd to iMroumd 
files for Apodal Invest iRationi?^ mid conduct frivn te r’^x 
wflll as Joint ititorvlown* Title 3s not nor oboulrt it bi^ 
allowed to gnlo the color, of bontile or neo^r^rj-rlly cri- 
tical iiiTeatlgntion* One asrjor purpose Is to give the 
necessary hmtan and. lutuitiTe feel and content ^ 'vliloh T’hts 
flesh and bleed nroimd the Btatistlcal nnd nr^rrrtlTc rf'c/rls. 

The Invoatioatlvo luiiction^ in Ito routine vlnltittori 
hopect* can be Instructional nud orj entritlenal ^ in icrns 
of coordination imd progran f ijnctiontTiE ^but necofinar ily 
nnj^t avoid conmnnd direct Ion) 

E, ?,lT,nnKiafflQnt Srst cra lU oalfr n. 

Tbere iire eevcral different or enfil^ptloot L pelntiocn 
at the ^tlsniQu level rospan'ilyo to the e-pcclficrtloni? rund 
dl9cus:slon above. These different point ions nr? rot neces- 
sarily alternative; they emn be rcp^.Tdod pn ttrmi t l.r>aal 
one being n. fitep In cvolittl^oTi to tJic nejft;* * 



In trt nil 



^ ainlrauM atildtlan t/ould bo siitflilji.i- to thnt In opr-i-nt i-5r 

In the Ford Mutor Company. In this, Ford formed nn ot^^r-^tlns 
cq^ittog-' conslgtiner of ali f UDctloisnl DivlRjan 
which n eg ts once * wsck. A comr>!reh ensile stntlflticf.L * 
between 50 to 65 pn^e^i in lonctu^— la irt-Cfi^roiit^cl, 
laators of i>toductlati, mfurkot, costa, invaiitot Jeo, />sid 

BtntlBtlenl find nfirmtiTC present&tlnn Is de^tlEnoil 
to highlight and focus nttoatlOJl on operating candltlono, on 
chftdgea, and on Indicators^ of Fxoblgn. (treas. ouly tliri?ir lull 

roqulred for the rreparatlorr and pro?^cntr tJon 
of this rspcKrt (after the systom Iretallnd^, it renulrcd 

ccmplot* ayetohiH dCAlgn for the reports content, infortiiatlon 
syateifr and computer bach-np. 



Our probXent Is substantially different, but ig 

approach Cwlthout its totally Btatlntlcnl con Wo M 
^dor this concept n worKlnff coTinnltleo would fc-nnod. und-^ 
the cbctlmiaiifihip of Mr. IComer, coraposcHl of thtef r}5/\- J 
^3; Chief, OOO; AU/Rmf; Chief mjauj Ab/rSD: Chit-f 
The e^Tilttee jsrohably should meet bl-woeliriy . This \ 7 ould " 
constitute the ’'board of directors” pod f imtlnn , 

3'>l-«ct roport-n fc^ovVf wor^tlnp Tt Uh tm 
vine® (Sac tor J Input direct from the yp-rlouH ns^neWn hut 
also special reports obtained from tbe ageneieo Mould 
syateEst ically cover a scries of selected topics, identifiers 
SS rcflectlFO of Key rtEUiapcagnt probl^^^n *>oiirlTic^ otntf 

Inij 2 th?r vnrioun affertcieg would br' one (juch "rWoner 

and Chiou Uoi nccrte?;ioa and clinporitiou would he ntmilior. Rii 
Team locHtlous^ nctlotn^ and cndunltlort ttouIO he ai’cr+.hex ps 
Mould Qunntitfttivs and qualitative description of iiiieiiipr^ncc 
reports accoag Ion 5, PRU oporvtloiiP, et cotora. -'rnyince 
incpention reports would he presented* 

Such a pysteti could he Jnauwiiratod nlnoot WnedJaWlv 
based on input of ck luting information flew from the vptIouo 
truffle), A reports grqup of an estliaeted lour 
oflicers, drawn fron MACV Q^A and '.tr* ^omer'a staff oftolrt 
bo forced With Uttlo dlfhculty, r,^; of tLm h^ r 

profoHsiotin,!. Information pystem analyst ao well no r* utntt**- 
tjlcaL esiport (from eiUmi- JiACV or USAID ^liD>. 

Ihld ^oup, under jjuldance of the bonrd ol dlrnctor^r” 
would begin Immediately a review of reporting from all Fan- 
cies, and under take Imnodlntely an inferrnation ryn^em 



^ IC^ - 



* 

ror till* di^euFtolon iJr, filtftrnp.tlvfllj' th'^ n'^injrt'T 

I Qroui? cauld bo^lu fitnc tinning In tH*? &tn/f rnvr'- 

clty^ nnd two jsrol'jcstonnl cciietultantK Iti Infornn ti^n !^n?i 
could bs brought fro:n Wnsblngtoo, for a jstu'^r. 

Siaoh a study ahould Iti no clrewrautDnctFjs re(]ulri* moro thr^n 
^ thr&o aouths tlpo^ 

I A second solution 'would urso the llrnt ns p corn or 

nuclous, hut would ftdd the Jtogrnn Mnungcr couacpt. *Tli° ’’to- 
graia ^'Jt-’URgor concetit has been d&veloFcd In both ^nrhtot^T ?ini 5 
^vt?rnD»nt ns h nothod for cooritlnRtln?!:^ sitlpulntlnc and 
focmslog dlv^Bfl elnmpnts trnd artlTltion of dli f cront ^r 5 f>nl- 
Kfttioiial oonponents^ fron top-mniint;e«ont Tovel. Jt j'tovItVb 
ceatrallaed plB-nEting, dlxftttJon nnd ttunerv tslmn of tho fti-eelllc 
progTEEp* while nt the caao time r^os^rylng th* lino of connand 
Inte^lty of each separata organisational comnorrn-nt. i^hilo 
oporntlnff with itnd through repular line of tim i*on- 

copt pcrmitei direct contact with the Vcirleuia an hi on nl^-^ontn 
within the eontcRt of the procnini, thla ohortHslrcnltlTu; ‘ 
mtmeroita reporting and trtanngcirinl filters 

j ^ In iDcluElry and oo!t=ieirC5j, thei5e offlcf'rvt r^-r^, irjiij'jirn -! t - 

\ Ih'oduct Manpgeru n.nd In api’Toprlnta clx’cun.rtrrico^ thin 

hprgroaett !ias preyed to bo blr^lUy eff^'Ctlve arid ynlunbl". 

In Q-JvcrniBont ara in the new liepsr tn^nt. lyf ni.ht'' 

reorEfuiiT-.atlon, and ns In tho rallltoryj tli&v arc ?^nof,'n an 
either Frograra rann^^srs or rtroject 01fio-3rn,'^ d-^priirUns: nnr>n 
the echelon or level nt ^rhlch they are f ul^otlonl^£:^ (Additional 
InforRbtion on lYndnct Man a per cono^^nt In nvnl table dooirc<’i)» 
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